Stakeholder involvement in the EMS adoption process by Zutshi, Ambika & Sohal, Amrik S.
Deakin Research Online 
Deakin University’s institutional research repository 
DDeakin Research Online  
Research Online  
This is the authors’ final peer reviewed version of the item 
published as: 
 
Zutshi, Ambika and Sohal, Amrik S. 2003, Stakeholder involment in the EMS adoption 
process, Business process management journal, vol. 9, no. 2, pp. 133-148. 
 
 
 
Available from Deakin Research Online: 
http://hdl.handle.net/10536/DRO/DU:30004167 
 
 
 
Reproduced with kind permission of the copyright owner.  
 
Published version available from publisher’s website: 
http://www.emeraldinsight.com/journals.htm?issn=1463-7154  
 
 
Copyright : 2003, MCB UP Limited 
 
 
 
 
     
1 
 
Stakeholder involvement in the EMS adoption process 
 
Ambika Zutshi, Department of Management, Monash University, Caulfield East, 
Victoria, Australia 
Amrik S. Sohal, Department of Management, Monash University, Caulfield East, 
Victoria, Australia 
Abstract 
This paper summarises the findings of the qualitative part of a large study aimed at 
exploring the extent of involvement of organisational stakeholders (employees and 
suppliers) during the environmental management system (EMS) adoption process. 
Interviews with nine senior/middle managers from Australian manufacturing and service 
organisations revealed the growing awareness of the impact of their products and processes 
on the ecological and social environments. Moreover, implementation of an EMS or waste 
management system (WMS) is accepted as a learning curve by both the organisation and its 
stakeholders, including its employees. Organisations at the same time are also 
contemplating the need for certifying their existing EMS against international standards 
such as ISO 14001 based on the cost-benefits resulting from the certification. 
Introduction 
Over the past decade we have witnessed the meaning of the word “environment” take on a 
new meaning and definition, now incorporating the crucial ecological issues. Thanks to the 
growing community awareness of the environmental accidents and disasters and the media 
coverage of issues such as Chernobyl, the Bhopal gas tragedy or simply pollution created by 
manufacturing plants on our door-steps, organisations have now been forced to develop 
and implement “earth-saving strategies”, if they are to survive in the market for long. This 
trend can be found across all the industrial sectors and countries, without exception. 
The review of the literature shows enormous documented information on the measures 
being adopted by European and US organisations to “do the right thing” and be 
“environmentally friendly”. However, the same could not be observed in the case of 
Australian organisations and for this reason we wanted to examine and document 
Australian managers’ awareness and perceptions of environmental management. 
This paper presents the findings of the qualitative part of a large research project aimed 
specifically at exploring the “extent of involvement of organisational stakeholders 
(employees and suppliers) during the environmental management system (EMS) adoption 
process. The paper is based on semi-structured interviews conducted with nine 
senior/middle managers. All the organisations had implemented an EMS but none had been 
accredited to ISO 14001, the international standard for environmental management. 
Nonetheless, some of the organisations were in the process of preparing their in-house EMS 
to be certified by a third party and obtain certification within the next 12 to 18 months. The 
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absence of certification does not imply that the organisations were not aware of or 
conscious of their impact on the ecological environment or society. 
Literature review 
The International Standards Organisation (ISO) has released a number of international 
standards and systems in various organisational performance areas, the most popular being 
the quality management system (ISO 9000 released in 1987) and EMS (ISO 14000, released 
in 1996). Many organisations have claimed to have gained competitive and market 
advantages from the implementation of these standards and systems. ISO 14001 or EMS, as 
they are commonly called, assist organisations in managing the impact of their products and 
processes on the ecological environment. The EMS, which comprises 18 elements, has been 
defined as the “part of the overall management system that includes organisational 
structure, planning activities, responsibilities, practices, procedures, processes and 
resources for developing, implementing, achieving, reviewing and maintaining the 
environmental policy” (AS/NZS ISO, 1996, p. 2). 
Some organisations have even claimed that addressing environmental issues has been 
determining their bottom line and performance in the marketplace. The evidence of this can 
be seen in the survey results of 750 large Canadian firms conducted by Henriques and 
Sadorsky (1999), which showed that organisations with a proactive approach towards 
environmental issues are more considerate and responsive to their stakeholders compared 
with reactive or defensive firms. A survey of 220 senior executives conducted by Banerjee 
(1998) showed the increasing priority being given to environmental issues within 
organisational policies and programmes. A McKinsey & Company survey conducted in 1991 
of 400 senior executives also reflected the growing importance and the need for addressing 
environmental issues (Berry and Rondinelli, 1998, p. 38). The same perception towards 
significance of environmental issues could also be seen in the public perceptions survey 
report released in 1995 in England and Wales (Hutchinson and Hutchinson, 1997, p. 60) and 
previously conducted in 1994 of 3,200 adults in the UK (Petts et al., 
1998, p. 712). The involvement of stakeholders in the decision-making process has been 
directly linked to financial success of organisations in Europe and the USA and has also been 
stressed in Australia by Mr John Howard, the Australian Prime Minister (Gullifer, 1999, p. 1). 
Any person(s) or organisation(s) that could be potentially impacted by the operations of an 
organisation or vice versa can be labelled as a “stakeholder”. A stakeholder thus may 
include customers, consumers, suppliers, sub-contractors, employees, environmental 
agencies (such as the Environmental Protection Authority and non-governmental 
organisations such as Greenpeace. For this reason stakeholder(s) could be present both 
internally and externally to the organisation’s physical boundaries. In Frooman’s (1999, p. 
193) view, the amount of attention given to the stakeholders by the management is 
dependent on the presence and combination of three main attributes – urgency, legitimacy, 
and power. 
The significance of employees and suppliers as the organisation’s stakeholders cannot be 
underestimated. Over the past five years a number of researchers and authors have 
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investigated issues with respect to ISO 14001/EMS implementation. The more significant of 
these studies are presented in Table I, which highlights the specific questions raised by the 
authors for future research. As is evident from Table I, a need was identified for more 
qualitative and empirical studies in this area of EMS and organisational stakeholder 
relationships. 
The major challenges / questions raised in the literature thus relate to: 
 Impact (if any) and significance of involving employees, suppliers and customers 
during EMS development and implementation stages. 
 Benefits to organisations from EMS adoption. 
 Impact on organisations’ procedures, systems and relationship with their 
stakeholders during and after EMS implementation. 
 Uncertainties of understanding and interpretation of the standard model, guidelines 
and potential impediments faced by organisations during EMS process. 
 Effectiveness of ISO 14001 standard to other EMS and company standards. 
The need for the present research project was recognised not only from the gaps in the 
literature but also from two studies conducted recently in Australia. The first study (Sohal 
and Zutshi, 2000) examined the views of eight environmental auditors towards the EMS 
process, including ISO 14001 standard. Some of the findings resulting from the analysis of 
the case studies included: 
 Differences in the views to understanding of ISO 14001 process and its interpretation 
not only between the auditors and organisations, but between different auditors and 
organisations too. 
 Public image, also known as corporate image, legislative compliance and economic 
benefits were found to be the main drivers for the adoption of the EMS within the 
organisations. 
 Main cause for the non-certification was the costs associated with the audit process 
and the auditors’ fees. 
 Views that both ISO 9000 and ISO 14001 are similar in their approaches. Though true 
to an extent, blindly following the ISO 9000 implementation without recognising the 
differences could in reality impact the EMS implementation. 
 Even though some organisations faced pressure from the market, competitors or 
legal regulations to implement the EMS, certification to ISO 14001 standard was 
being adopted generally on a voluntary basis. 
The second study (Holmes and Girardi, 1999) was conducted by the Monash Centre for 
Environmental Management (MCEM) in collaboration with the Australian Industry Group 
(AIG). This study involved both interviews and a questionnaire survey of Australian 
manufacturing organisations to determine the relationship between environmental 
management practices, productivity initiatives and competitive strategies. A total response 
rate of 16.1 per cent was obtained in this study. The results showed that in response to the 
demands of external stakeholders, market and internal pressures such as cost reduction and 
avoidance of fines, the implementation of environmental management techniques led to 
increased productivity, business and innovation. In nearly one-half (44 per cent) of the 
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responding companies, employees had the responsibility for the environmental 
management programs. The increased contribution and involvement of the employees in 
environmental management programs had also resulted in the effective usage of raw 
materials and reduction in waste, thus leading to reuse of materials and decrease in 
pollutant releases. 
This paper, as indicated earlier, presents the qualitative findings of the research project 
designed to address some of the employee- and supplier-related issues identified in the 
literature, in particular their role in the planning and implementation of an EMS. The next 
section describes the research methodology. This is followed by the presentation of the 
research findings. The final section of the paper presents our conclusions and 
recommendations. 
Research methodology 
The researchers opted for the case-study methodology, in alignment with the scope and 
benefits offered by this methodology, as highlighted below. In addition to finding answers 
or clarifying ambiguous or uncertain issues, the exploratory studies also serve the purpose 
of narrowing the research topic or field. This aspect has been supported by a number of 
researchers including: McGuire (1995), Simon et al. (1996), Wallace (1984), McCutcheon 
and Meredith (1993), Greenawait (1994) and Eisenhardt (1989). Another advantage 
concomitant with case-studies is that its results, though “general *and+ tentative” in the 
view of Zikmund (1997, p. 108), can be easily coupled with explanatory and descriptive 
methods. In Yin’s (1994, p. 12) view the case method studies tries to uncover the answers to 
“a decision or a set of decisions, *for instance+ why they were taken, how they were 
implemented and with what result”. Case studies thus gives a holistic view of the variables 
by going into the depth of topic in consideration (for instance as in the case of interviews) 
by the use of “Why?, When?, Who?, What?, Where? *and+ How?” (Yin, 1994, p. 3; Zikmund, 
1997, p. 38; Wallace, 1984, p. 181 ) questions. 
One could thus say that the data from an exploratory, descriptive study (Uma, 1992, p. 97) 
thus help in: 
 understanding the characteristics of a group in a situation of interest; 
 thinking systematically about aspects in a given situation; 
 offering ideas for further probing and research; and 
 helping [in] making certain simple decision. 
The results obtained following the case studies, though general in nature, can be presented 
in a co-ordinated and holistic manner. Also, as indicated earlier, due to lack of sufficient 
literature on EMS in Australian organisations, the development and usage of definitive 
indicators to measure the EMS adoption process was not considered to be very pragmatic. 
For these reasons the researchers thought the case study method would be the best 
exploratory tool to explore EMS-related issues. 
Organisations for the exploratory interviews were selected from the information available 
from the publication of the respective firms, World Wide Web (WWW), and in some cases 
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through direct contact with the organisation. Use of WWW also assisted in gaining an 
understanding of the organisations’ underlying philosophy, mission and their targets and 
goals. Initial search resulted in the identification of 12 prospective organisations. After the 
establishment of the initial contact with the managers responsible for environmental issues 
in the 12 organisations, only nine of them could be interviewed due either to time or 
distance constraints. 
The aim of these exploratory interviews was to understand the role played by employees, 
suppliers and customers as organisational stakeholders, when going through the EMS 
adoption process. After establishing initial contact with the managers and informing them of 
the objectives behind the interviews, the actual interviews were conducted. All the 
interviews lasted for approximately one hour and were tape-recorded on receiving prior 
consent from the interviewee and later transcribed, except in one case where notes were 
handwritten. The interviews were then written up as individual case studies and sent back 
to the interviewee for their feedback, comments and suggestions. This step was taken in 
order to confirm the content and interpretation of the interviews, while also validating the 
content of the written case studies. On receiving the feedback from the managers, any 
changes as required were accordingly made in the case studies and sent back to the 
interviewee for their final approval. 
The case studies were cross-analysed for similarities and differences relating to the role 
played and the contributions made by organisational stakeholders during the EMS adoption 
stages. Emphasis was placed on role of employees, suppliers and top management during 
the process. Conducting cross-case analysis has been supported by researchers including 
Eisenhardt (1989, p. 540), as it increases the validity and reliability of the case-study 
methodology. The next section presents the findings of the case studies. 
Findings 
Table II presents the organisations and designation of the managers interviewed along with 
the industrial sector categorisation of the organisations involved. As is evident from the 
Table, all the organisations had some form of EMS in place, though it may not necessarily 
have been only ISO 14000 standard or been certified to it. In three instances the 
organisation had also implemented a separate waste management system (WMS). 
The interviews revealed the importance of the role of the stakeholders, especially the 
employees and suppliers, in the process of environmental management system (EMS) or 
waste management system (WMS) development and implementation stages. The method of 
identification and significant elements of the EMS process, including the stakeholders’ role 
(as identified by most of the interviewees) are outlined in subsequent sections of this paper. 
Methods of identification of improvement/areas 
Internal assessments and audits are the two methods most commonly used by organisations 
to identify improvement areas in various departments. During the course of the interviews 
it was, however, found that in a few instances second (by customers/suppliers) or third (by 
external) party audits were also used to identify improvement areas. For instance, Lend-
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Lease Projects only conducts third-party audits, compared with Robert Bosch Australia, 
where the improvement program had been adopted from the parent company’s directive. 
The first step towards identification of areas involved carrying out an internal assessment or 
audit. These primarily involved an evaluation or review (also known as initial environmental 
review (IER)) of the various departments, carried out by an environmental manager or a 
team responsible for environmental issues. The review helps the management in the 
identification of potential enhancement areas within the organisation by recognising gaps in 
process effectiveness. Furthermore, the internal assessment or audit findings could also be 
used by organisations in comprehending their position with respect to the legislative and 
regulatory requirements, as performed by The Body Shop and Australian Textile Printing 
Company. These companies compared the levels of waste produced and disposed by them 
with the levels prescribed by waste disposal regulations and minimum levels. 
On identification of the potential improvement areas, the management in consultation with 
their environmental manager/team and employees outlined a procedure or plan to address 
the gaps in the system. Following the implementation of the improvement plans and 
procedures, a second internal audit is conducted by the organisation to measure the extent 
of progress made since the execution of the changes in the system and procedures. This 
step becomes more significant if the implementation stage has involved major changes in 
the operating methodology or new technology implementation. On confirmation of the 
improvements made from the new methods by the intemal managers, an external or a 
third-party audit is conducted by the organisations whose findings either confirm or reject 
the results obtained from internal audits. The external audit may (as intended by The Body 
Shop) or may not (as in the case of Austrim Textiles, Robert Bosch and Safeway) be aimed at 
obtaining accreditation to a standard such as ISO 14001. For instance, The Body Shop, 
whose in-house EMS is expected to be in accordance with the guidelines outlined in ISO 
14001, is planning to obtain formal certification for their EMS in the very near future. 
Need and usage of audit findings 
The internal and external audits conducted by the organisation assist them in complying 
with the various guidelines and regulations. We could see an illustration of this in the case 
of The Body Shop, which is operating in both the manufacturing and retailing sectors. In 
addition to environmental preservation, The Body Shop is also playing an active role in 
addressing a number of social and community issues, such as supporting various community 
projects and educating customers and the community regarding product usage and disposal. 
By carrying out regular internal audits the company identified wastage of paper, plastic, 
cans, and energy, as the main areas for improvement from the environmental perspective. 
Consequently, The Body Shop implemented different improvement programs and now it not 
only saves on waste disposal costs, it has also been able to minimise its impact on the 
ecological environment. Austrim Textiles, on the other hand, even though operating in an 
entirely different sector (textiles), had identified similar areas for improvement, especially in 
the case of the usage and disposal of plastic, paper and cans and methods of manufacturing 
and packaging. 
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A mandatory requirement of certifying with international standards such as ISO 14000 or 
EMAS is to carry out regular internal and external audits. As highlighted earlier, the internal 
audits thus also assist organisations in fulfilling regulatory and legislative requirements. Cost 
savings, better work environment, increase in employee morale, good corporate image, 
increase in the number of customers and other non-economic benefits are further driving 
the organisations to carry out audits and implement environmental and/or waste 
management systems. 
Monitoring progress 
To enjoy and maintain the benefits mentioned above, organisations continually monitor 
their progress throughout the EMS implementation stages. The interviews revealed that 
carrying out regular internal audits and comparison of monthly economic returns are the 
main methods employed by organisations to monitor their progress. For instance, Safeway 
compares its monthly invoices with the total budget allocated for a programme, to measure 
its output or success. On the other hand, in Lend-Lease Projects, each project is 
accompanied by a written report, which is reviewed monthly by the management, 
regardless of the status of the different projects. The report includes the name of the 
person in charge of the project, number of hours worked on the project by different 
personnel, lost time to injuries and the percentage targeted for waste reduction for each 
raw material used. 
As in the case of Lend-Lease Projects, other organisations interviewed also recorded and 
reported the findings of the internal audits and assessments. The internal assessment 
reports generally are reviewed monthly jointly by management and the person responsible 
for looking after the implementation and monitoring of the environmental programs. This 
person, however, may differ from one organisation to another. For instance in Lend-Lease 
Projects and Myer Grace Bros environmental managers or supervisors are responsible for 
reviewing the audit findings. In both of these organisations, the waste management 
programme was initiated and its progress is regularly monitored by management 
committees. At Amcor Fibre, on the other hand, the internal assessment reports and the 
quarterly review of the company’s environmental performance assessment reports are 
reviewed monthly by the managing director and the three directors. Then there are 
organisations such as Robert Bosch Australia and Austrim Textiles where separate 
committees have been formed which are responsible solely for addressing environmental 
issues during the EMS stages, from planning, implementation to maintenance. For instance 
at Robert Bosch Australia, the “environmental management representative” (EMR) is 
responsible for monitoring the company’s policies and programs. The service manager also 
assists the EMR by keeping a record of all the products returned to the company. Akin to 
Robert Bosch Australia, Austrim Textiles has in place the “Solid Waste Minimisation 
Committee” whose responsibility is to identify the improvement areas, set goals and 
targets, implement them and then monitor the changes in the operations and report their 
findings to the management for further action, as required. 
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Role of communication 
For smooth implementation and operation of any programme and to maintain it 
successfully for the future it is imperative that the programme is communicated throughout 
the organisation from the time of its initial adoption. Top-down communication of 
objectives of the programme is critical for successful implementation. We could see this in 
the case of Safeway, where “face-to-face” interaction on a “one-to-one” basis, “word-of-
mouth”, and regular discussions with employees were practised during the planning and 
implementation of their EMS and recycling programs. Similarly, at Australian Textile Printing 
Company, the top management communicated its improvement program to its employees. 
Furthermore, the employees were also trained in the new computerised system on a “one-
to-one” basis with the help of outside consultants. Similarly, at Austrim Textiles, the 
significance of the EMS and new procedures of the waste management program was 
communicated throughout the company, including its casual cleaners, by its managers and 
supervisors. As a result of two-way, open communication methodology used by the 
management (as in the case of Australian Textile Printing Company or Austrim Textiles), the 
companies received full support and commitment from their employees, achieving their 
predetermined targets, in some cases in half of the assigned time. In other organisations 
also, including Myer Grace Bros and Amcor Fibre, similar examples of management support 
could be found. Ericsson uses both hard and soft versions of communication methods 
including internal newsletters, notice-boards, intranet and electronic mails. Also to keep 
itself updated in various issues, Ericsson regularly updates information on its internal 
electronic mail system. 
Role of senior management 
As highlighted in the previous section, top management plays a significant role in the 
successful implementation and maintenance of any programme by providing both tangible 
(dollars) and intangible (support, encouragement of employees, commitment of time) 
resources that determine the successful adoption and maintenance of the programme. 
Evidence of this can be seen in the case of Ericsson, where resulting from its directors’ vast 
experience and expertise, even before the regulations for CFCs (chloro-fluoro-carbons) 
became mandatory, the company was able to proactively respond to it by changing its raw 
materials. This way the company not only reduced its impact on the environment, but also it 
obtained a competitive market edge at the same time. The same was experienced in the 
case of Myer Grace Bros, where the need for the waste management programme was for 
the first time recognised by the top management that resulted in an external (third-party) 
audit for identifying the improvement areas. Following the implementation of the 
improvement programmes the company enjoys benefits from both its positive impact on its 
bottom line and from enhanced employee morale and work environment. Similarly, at 
Amcor Fibre the directors work with employees to achieve predetermined targets, while 
providing advice and guidance at each step of any programme implementation and 
maintenance. This is due to the fact that, if the employees perceive total commitment from 
the top, they are more accepting of and committed towards the new processes and 
changes. The management hence needs to communicate openly with the employees and 
involve them during both the planning and implementation stages. 
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Role of employees 
Employees are one of the key resources of any organisation and can have a significant 
impact on how the organisation operates. Any change or alteration in the routine, daily 
organisational operations can result in resistance from the employees. This can be 
attributed to human psychology as nobody likes to change the old, set ways of completing 
tasks. For that reason the employees would attempt to impede the implementation of a 
process or system, as they are reluctant to change their old habits. Similarly, if any 
programme or policy were imposed on them, the response of denial would be more 
aggressive, leading to delays and ultimate failure of the program. 
In order to obtain commitment and full support from the employees it is thus imperative to 
involve them from the initiation or earliest possible stages of the programme. It could also 
be said that a direct relationship exists between employee involvement and successful 
implementation and completion of a programme. Clear evidence of this can be seen in some 
of the interviewed organisations such as Austrim Textiles, Australian Textile Printing 
Company and Safeway. For instance, in the Australian Textile Printing Company, by asking 
for their comments and feedback, the employees were made a part of the environmental 
management program from the initial planning stages through to its full implementation. As 
a result, the company was able to procure its initial set targets in half of the assigned time. 
The Body Shop similarly involves its employees during planning of its various EMS 
programmes by asking for their suggestions and feedback. Likewise at Safeway, the 
recycling centre, an initiative of its employees, is still operating successfully to date because 
of employee commitment and feelings of “ownership”. 
Many times initial resistance may be shown by the employees in response to the changes 
accompanied by the programme or system implementation, as “nobody likes to change the 
old method of working”, as commented upon by the environmental health and safety 
manager of Lend-Lease Projects. However, with the increased understanding of the process, 
the resistance with time generally gives way to acceptance of the changes, as happened in 
the cases of the Australian Textile Printing Company and Lend-Lease Projects. The adoption 
process can proceed at a quicker pace once employees have obtained sufficient knowledge 
and experience of the new processes. 
Role of suppliers 
The involvement of the suppliers during the EMS planning and implementation stages was 
also examined. For instance, along with its employees, the suppliers of Safeway were also 
involved during the establishment of the recycling centre, as it [the centre] provided 
Safeway’s suppliers tangible benefits (such as cost savings). Similarly the suppliers of 
Austrim Textiles co-operated with the management when the company introduced the 
“waste management programme”, making both the company itself and its suppliers 
compliant with the regulations, in addition to giving economic benefits. 
The suppliers’ role is as consequential as that of the employees during the EMS programme 
planning and implementation stages due to the fact that the changes need to be introduced 
from the raw material stages, the supply chain being a part of it. The illustration of this 
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partnership can be seen in the case of Myer Grace Bros, where the collaboration between 
the organisation and its suppliers resulted in the reduction of the number of accidents due 
to standardising the size, type and quality of hangers. Economic benefits owing to waste 
reduction by both parties were also achieved, as a result of improvement in the entire 
supply chain. 
Role of consumers 
Like other stakeholders (employees and suppliers) involved during the adoption and 
implementation of the EMS programme, the customers or consumers play an equally 
substantial role in motivating the organisations to increase their efforts towards achieving 
environmental goals. Sometimes, however, to fulfil their demands either intentionally or 
unintentionally the consumers may place their needs and expectations above those of 
environmental concerns. This was highlighted by the facilities manager at Myer Grace Bros 
when he shared the findings of an internal survey that was carried out to determine the 
perceptions and preferences of the consumers towards the use of plastic carrier bags. The 
survey found that the consumers would prefer better quality carrier bags made of plastic to 
adopting its alternatives such as paper or calico (cloth) bags. This survey hence 
demonstrates the need for the change in the consumers’ perception if they have to work 
with the industry to control and reduce further environmental deterioration. 
Conclusion and recommendations 
The interviews with the managers unveiled the growing awareness within the Australian 
organisations of reducing their impact on the ecological and social environments so as to 
become environmentally sustainable. However, this can only be achieved if all the 
stakeholders, whether inside or outside the organisational boundaries, work together 
towards the common goal of achieving the sustainable environment through sustainable 
development. As with any change process, implementation of EMS or WMS is also a 
learning curve for both the organisation and its stakeholders, especially its employees and 
suppliers, and their role cannot be disregarded. This is because the top management may be 
supportive of a new programme or standard both morally and economically; however, if the 
organisational stakeholders, for instance, its employees, are not committed to the changes, 
there is little chance that success can be achieved. Accordingly,the role of the employees 
during the initiation or modification of any program is indispensable, as their understanding 
and acceptance of the program would be the first step towards the implementation and 
later maintenance of the programme. Similarly, the supplier’s role is crucial as an external 
stakeholder outside the imaginative organisational boundary. As was proved in 
organisations such as Austrim Textiles, The Body Shop and Myer Grace Bros, the 
collaboration between the suppliers and the organisation resulted in economic and 
environmental benefits for both parties. 
In summary the main findings from the interviews can be listed as follows: 
 Internal assessments or reviews are the most common method used by 
organisations for identifying the status of their environmental issues and conceivable 
improvement areas. 
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 The findings from initial assessments or internal audits or reviews are used as the 
decision-making tool for discussing and confirming whether or not the operating 
procedures of the organisation need to be changed or modified in any way. 
 The findings can also be used by the organisation to compare or benchmark oneself 
with other organisations even outside one’s own industrial sector. 
 Two-way communication with the internal and external organisational stakeholders 
is a prerequisite for the successful introduction, implementation and eventually 
maintenance of any policy or programme. 
 Commitment of time and dollars, moral support, open communication and 
contribution (of continuous reviewing, suggestions and feedback) from the top 
management is an integral part for the successful prologue and maintenance of the 
EMS/WMS programme. 
 Employees should be involved in the decision-making process of any change or 
introduction of the policy or programme as early as possible. 
 Supplier’s role should not be overlooked or underestimated during the introduction 
of any new changes in the operations of the organisation, as only their involvement 
can improve the supply chain, making the change successful. 
 Customers and the final consumers can affect the decision-making process, for 
instance, by pressuring management to prove that their products or services are not 
degrading the environment. 
 ISO 14000 is the new international environmental standard driving organisations to 
review their operations. Organisations, while aligning themselves to this or similar 
standards (such as BS 7750, EMAS), are accordingly making changes to their 
operating procedures. For instance, by being more innovative and introducing new 
products or altering existing ones. Organisations are thus trying to make their 
products and services less harmful for the ecological and social environment. 
The interview findings, as opposed to the literature review, show discrepancies between the 
documented information and the practical processes being currently undertaken by the 
organisations. Does this imply that organisations may not necessarily follow the 
standardised guidelines described in the international standards such as ISO 14001 when it 
comes to the adoption and applicability of the standard? What about the various benefits 
and impediments indicated in the literature and widely publicised? Are those actually 
procured by organisations? The interviews indicated that involvement of stakeholders such 
as employees and suppliers during the EMS adoption stages affects the success of its 
implementation. Does this imply that, if the organisations involve their stakeholders during 
the EMS adoption process, they may achieve increased benefits and fewer impediments as 
opposed to organisations not readily involving their stakeholders in the decision-making 
process? Some of these issues need to be further explored in future research. A project 
currently being completed by the authors addresses some of these issues that will be 
reported in a future article. 
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Table I.Gaps in the study of EMS 
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Table II.Characteristics of organisations involved in the research project 
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